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ABSTRACT 
Transformational Leadership for Conflict Management 
between Leaders and Employees 
by 
GUO Yang 
Master of Philosophy 
This study empirically investigates the dynamics and outcomes of leader-member 
conflict. It validates the values of cooperative conflict and damages of competitive 
conflict between leaders and employees, testing the effectiveness and universality of 
Deutsch's (1973) cooperation and competition theory. By bridging leadership and 
conflict management literature, it also identifies the role of transformational 
leadership in managing conflict effectively. Specifically, transformational leadership 
induces cooperative conflict and undermines competitive conflict between leaders 
and employees, which in turn increases task performance and leader effectiveness. 
A total of 112 interviews were conducted in mainland China from 20 I O to 2011. 
Results of structural equation modeling and other analyses support the proposed 
model that transformational leadership affects conflict management approaches 
( cooperative conflict management, competitive conflict management) that in turn 
influence outcomes ( task performance, leader effectiveness). Our findings suggest 
practical implications that leaders and employees can benefit from well-managed 
conflict, and that leaders can use transformational values and skills to handle conflict 
successfully in organizations. 
Keywords: transformational leadership, cooperative conflict, competitive 
conflict 
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CHAPTER I 
INTRODUCTION 
Conflict is widespread in organizations (Jehn, 1995). Specifically, conflict often 
exists between leaders and employees because people of different hierarchies always 
hold contrary opinions regarding the plans of the organization, as well as the 
distribution of burdens and of interests (Tjosvold & Johnson, 1989). Traditional 
views assumed that conflict is destructive and should be resolved decisively by 
leaders. However, this study applies cooperation and competition theory to 
understand the dynamics and outcomes of leader-member conflict. It hypothesizes 
that cooperative conflict between leaders and employees promotes task performance 
and leader effectiveness, whereas competitive conflict frustrates them. 
Despite a burgeoning literature on conflict, little answers what induces cooperative 
conflict, especially between leaders and employees. We integrate transformational 
leadership and conflict management research to fill in this gap. We find that 
transformational leadership produces cooperative conflict and reduces competitive 
conflict between supervisors and subordinates. Additionally, transformational leaders 
promote task performance and leader effectiveness through facilitating cooperative 
conflict and undermining competitive conflict. 
This chapter first provides the background of this study. It also points out the 
research gaps and research questions. Finally, it summarizes the contributions. 
Background 
Katz and Kalm- (1978) in their seminal work on the social psychology of 
organizations argued that "every aspect of organizational life that creates order and 
coordination of effort must overcome tendencies to action, and in that fact lies the 
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potentiality for conflict". Conflict is so prevalent in the organizations that researchers 
even conclude that organizations without conflict do not exist (Pfeffer, 1997; Pondy, 
1967). In addition, conflict often occurs between leaders and employees as members 
of different hierarchies are inclined to hold different views about the state of the 
organization and what its plans should be (Argyris, 1970; Golembiewski & 
Munzenrider, 1977). 
Conflict can be functional or dysfunctional. Conflict at work is traditionally 
classified as a "dark-side" construct. Costs of conflict include wasted time, decreased 
satisfaction, lower performance, and increased turnover (Conbere, 2000; Katz, 
Kochan & Weber, 1987; Raver & Barling, 2008). Now scholars also recognize the 
values of properly managed conflict, such as its stimulating effects on learning, 
performance, and innovation (Amason, 1996; De Dreu et al, 2008; Tjosvold, 1991). 
However, managing conflict effectively is challenging, particularly the leader-
member conflict. In conflict, people tend to distrust and compete against each other; 
or they avoid conflict on the surface but interfere with each other behind others' back, 
thus harming cooperation, performance and relationships (Deutsch & Coleman, 
2000). Moreover, employees are less powerful and must depend heavily on leaders to 
obtain desired outcomes. Then they avoid expressing their views on the surface and 
even withhold important information for their own interests. (Alkire et al., 1968). In 
contrast, leaders feel less dependent on employees and want to control subordinates 
(Kelly, 1951). To show the superiority, leaders are reluctant to make concessions to 
reach an agreement with employees. Thus, it is difficult to manage leader-member 
conflict. 
This study aims to answer how to achieve well-managed conflict between leaders 
and employees. By adopting cooperation and competition theory, we argue that 
people and organizations benefit from building cooperative conflict and reducing 
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competitive conflict. We also explore how to develop cooperative conflict by 
identifying transformational leadership as the antecedent of conflict management 
approaches. We conclude that transformational leadership produces cooperative 
conflict and reduces competitive conflict, and transformational leaders promote 
performance and leader effectiveness through the mechanism of conflict 
management. 
Research Questions 
Despite of accumulating literature on leader-member interaction, research is still 
limited on dynamics and outcomes of leader-member conflict. Our first research 
question is: how can leaders and employees handle conflict effectively? Conflict is 
inevitable between leaders and employees. How well they deal with conflict largely 
determines performance, effectiveness and relationships. Since managing leader-
member conflict is challenging, research is needed on conflict management between 
leaders and employees. 
We use cooperation and competition theory to respond to the question. This theory 
provides a framework to analyze the dynamics and consequences of conflict. It 
argues: what determines the outcomes is not conflict itself, but how people perceive 
their goal interdependence and how they interact in conflict (Deutsch, 1990; Johnson 
& Johnson, 1989). Considerable literature validates the costs of competitive goal 
interdependence and thereby competitive conflict, and affirms the values of 
cooperative goal interdependence and cooperative conflict (Chen & Tjosyold, 2007). 
In the next chapter, we clarify the definitions, interactions and outcomes of 
cooperative conflict and competitive conflict respectively. 
Our second research question is: what induces cooperative conflict between 
leaders and employees? Most research focuses on the outcomes of cooperative goals 
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and cooperative conflict, but few studies concern with the antecedents of cooperative 
goals and cooperative conflict. Although cooperative goals are prerequisite for 
cooperative conflict, knowledge is scarce regarding the antecedents of cooperative 
goals. (Chen, Huang & Tjosvold, 2008; Chen & Tjosvold, 2008). In conflict, people 
tend to regard their goals as competitively rather than cooperatively linked. In 
addition, cooperative goals do not generate cooperative conflict automatically. 
Besides cooperative goal interdependence, some other factors ( e.g., skills, contexts) 
are also necessary for cooperative conflict (Tjovold, 1998). 
Our study answers the second question from the leadership perspective. We 
explore what leadership style generates cooperative conflict. Little research 
combines leadership and conflict management literature, despite cooperative conflict 
and some leadership styles are identified as beneficial. This ignorance is surprising as 
leaders affect the interactions of members and influence the effectiveness of the 
organization fundamentally (Hogan & Curphy, 1994). Previous research also implies 
that effective leaders handle conflict properly in the organizations (Rahim, 2001 ). 
For instance, leaders can develop cooperative conflict, in tum favoring the 
organizations (Hui, Law, & Chen, 1999; Tjosvold, Wong, & Hui, 2002). Thus, it is 
reasonable to explore the antecedents of cooperative conflict from the leadership 
perspective. 
Bridging leadership and conflict study helps us identify effective behaviors 
inducing cooperative conflict. The cooperation and competition theory only provides 
a social psychological approach rather than behavioral strategies. Admittedly, 
cooperative or competitive conflict is not limited to certain behaviors. For instance, a 
behavior can mean cooperative or competitive approach to conflict depending on the 
situation (De Dreu & Gelfand, 2008). But it is practically and theoretically 
significant to identify effective behaviors that lead to cooperative conflict in wide 
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contexts. As scholars advance behavioral components for leadership styles ( e.g., 
transformational leadership) (Goethals, 2004), linking leadership study with conflict 
literature provides us with useful behaviors guided by cooperative orientation to 
conflict. 
More specifically, we identify transformational leadership as the antecedent of 
cooperative conflict. Transformational leadership is widely regarded as effective 
(Podsakoff et al., 1990). Authors also suggested that such leaders are successful in 
managing conflict (Rahim, 2001 ). But few studies explore how they handle conflict 
properly. There is also lack of research linking transformational leadership with 
cooperative or competitive conflict. By testing the relationship between 
transformational leadership and cooperative conflict, we not only find out the 
antecedents of effective conflict approach, but unveil how such leaders handle 
conflict effectively as well. 
We also affirm that transformational leaders are effective through the process of 
conflict management, thus providing an important but previously ignored mechanism 
that explains how such leaders affect outcomes. Authors have called for studying the 
processes through which transformational leaders affect outcomes (Yukl, 1998). 
Several processes are recognized, such as identification and LMX (Kark, Shamir & 
Chen, 2003; Wang et al., 2005). Existing processes only explain how leaders exert 
their influences in common or benign situations; this study implies that difficult 
situations ( e.g., conflict) can test the leaders effectively. In particular, we use 
cooperation and competition theory showing that how members handle conflict very 
much affects performance and effectiveness. Transformational leaders build 
cooperative conflict and inhibit competitive conflict, thus favoring the organization 
through such conflict approaches between leaders and employees. 
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Contributions of the Study 
This study makes several contributions. First, it tests the generalization of 
cooperation and competition theory by examining the dynamics and outcomes of 
conflict between leaders and employees with both qualitative and quantitative data. 
Besides adding to the literature on leadership and conflict management, it also 
provides practical implications by showing how managers can use power positively 
and how employees handle conflict wisely with managers. 
It also fills in the gap in conflict management study by identifying the antecedent 
of cooperative conflict as transformational leadership. Very limited research concerns 
the antecedents of cooperative conflict. Although cooperative goal interdependence 
is a prerequisite for cooperative conflict, little is known about how to build 
cooperative goals. Additionally, only cooperative goals cannot ensure cooperative 
conflict. Further research is needed on how to foster and reinforce cooperative 
conflict. 
Moreover, it offers us leader behaviors as practical guide on conflict management. 
The cooperation and competition theory is a social psychological approach rather 
than a behavioral strategy. People are still puzzled about what actions they should 
take to approach conflict even if they realize the value of cooperative conflict. This 
study, however, combines concrete behavioral strategies with the abstract social 
psychological mechanism. 
Fourth, it responds to the calls for investigating the bidirectional interactions 
through which transformational leaders exert the influences (Lord & Brown, 2004; 
Wang et al., 2005). Our study enriches the literature on transformational leadership 
by providing a new mechanism through which such leaders affect outcomes. It 
suggests that conflict management can be the mechanism testing the effectiveness of 
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leaders. 
Finally, our findings have practical implications in Chinese contexts. Open 
discussion of conflict was traditionally thought not applicable to Chinese. But this 
study, along with previous evidence, verifies that Chinese can benefit from 
discussing conflict openly and cooperatively (Tjosvold, Poon & Yu, 2005). 
Researchers have not reached agreement regarding the values of transformational 
leadership in China yet (Li & Shi, 2003, Chen & Farh, 2004). We, however, find that 
transformational leaders are beneficial and they promote performance and 
effectiveness through managing conflict appropriately in China. 
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CHAPTER II 
LITERATURE REVIEW 
After the introduction of this study about the background and objectives in the first 
chapter, this chapter reviews research on conflict management and transformational 
leadership. First, it discusses the definitions and values of organizational conflict. 
Then it introduces the cooperation and competition theory, which is the theoretical 
framework of this study, and discusses conflict management between leaders and 
employees. Following prior literature and reasoning, it integrates transformational 
leadership and conflict management study. 
Understanding Organizational Conflict 
Conflict is inevitable in organizations (Coser, 1964; Pondy, 1967). Various factors 
inducing organizational conflict have been listed: struggling for scarce resources, 
, 
dissent on decision making, violations of justice, workplace diversity and so on (De 
Dreu & Weingart, 2003a, 2003b; Miller, 2001; Jehn, Bezrukova & Thatcher, 2008). 
Organizational conflict has different levels: interpersonal, inter-group, or inter-
organizational. Here we focus on interpersonal conflict between leaders and 
employees. 
Some assume that employees should always comply with the leader and conflict 
will in turn be greatly reduced. However, different employees respond variously to 
authorities. Additionally, members of different hierarchies tend to develbp different 
views about organizational plans and often have opposing interests (Tjosvold & 
Johnson, 1989). Thus, conflict is ubiquitous between leaders and employees 
Defining conflict 
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A clear understanding of conflict is important to analyze the interaction in conflict 
and its consequence. Prior definitions of conflict focus on opposing interests caused 
by scarcity of resources, interference and goal divergence (Pondy, 1967; Schmidt & 
Kochan, 1972). For instance, Rubin, Pruitt & Kim (1994) defined conflict as 
"perceived divergence of interests, or the belief that parties' aspirations cannot be 
achieved simultaneously." Barki and Hartwick (2004) regarded conflict as "a 
dynamic process that occurs between interdependent parties as they experience 
negative emotional reactions to perceived disagreements and interference with goal 
attainment." 
The traditional perception of conflict as opposing interests, however, confuses 
conflict with competition by ignoring the fact that people with cooperative goals can 
be in conflict (Tjosvold, 1998). Conflict can happen when group members share the 
common goal but disagree on concrete methods to achieve the goal. Confusing 
conflict with competition induces negative perception of conflict, in turn developing 
the destructive conflict approaches such as competitive conflict. 
We adopt Deutsch's (1973) definition of conflict as incompatible activities: one 
person's behavior harms, obstructs, opposes, or in some way makes another's 
behavior less effective. Deutsch distinguished competition and conflict by regarding 
conflict as "incompatible activities" rather than "opposing interests". Competition 
can lead to conflict; however, conflict can also occur without competition. People 
can have conflict with common interests but have incompatible activities. 
Differentiating conflict and competition helps identify the different effects brought 
by cooperative and competitive conflict (Deutsch, 1990). 
Values of conflict 
Besides recognizing the threats of conflict, researchers have also examined the 
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functions of conflict. Conflict when well managed can promote organizational 
learning, creativity, improved decision making, and increased effectiveness (Levine, 
Resnick & Higgins, 1993; De Dreu & Nijstad, 2008; Schulz-Hardt et al., 2006; 
Lovelace, Shapiro & Weingart, 2001). 
One research stream is to locate the positive functions in the conflict type, arguing 
that task conflict generates positive outcomes while relationship one induces 
negative results (Amason, 1996; Jehn, 1995; Parayitam & Dooley, 2007). Task 
conflict is thought to be associated with the cognitive aspect and defined as 
"disagr<!ements about the content of the tasks being performed, including differences 
in viewpoints, ideas and opinions"; whereas relationship conflict is considered to 
involve the affective aspect and defined as "interpersonal incompatibilities which 
typically include tension, animosity and annoyance" (Jehn & Bendersky, 2003; 
Simons & Peterson, 2000). However, this distinction is often problematic as people's 
cognition and affection are both involved in a task or relationship conflict (Tjosvold, 
2008). De Dreu and Weingart's (2003) meta analysis manifests that the relationship 
between the conflict type and outcomes is not clear. 
Shortcomings of conflict type view imply the necessity of other perspectives in 
understanding outcomes of conflict. By using cooperation and competition theory, 
we argue that it is not conflict itself but how people perceive goal interdependence 
and how they handle conflict that determines the consequences. In particular, 
cooperative goals and cooperative conflict produce more positive outcomes than 
competitive goals and competitive conflict (Deutsch, 1973; Tjosvold, 1991, 1998). 
Considerable research validates that cooperative conflict generate desirable outcomes, 
such as high performance (Somech, Desivilya & Lidogoster, 2009), favorable 
interpersonal relations (Tjosvold, Poon & Yu, 2005), leadership effectiveness 
(Barbuto & Xu, 2006), and improved decision-making (Amason, 1996). 
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Based on summary of previous literature, conflict in our study is defined as 
incompatible activities rather than opposing interests. In addition, conflict can be 
constructive or destructive. The next section will introduce the cooperation and 
competition theory and elaborates when conflict can be positive. 
Understanding Conflict Management 
Cooperation and competition theory 
According to Deutsch's (1973, 1980, 1990) cooperation and competition theory, 
how individuals believe their goals are related affects how they interact in the 
conflict, which in tum determines the outcomes of conflict. People may interpret 
their goal interdependence as cooperative, competitive or independent. 
In cooperative goal interdependence, people believe that as one moves toward his 
or her goal attainment, others also approach their goals. In this situation, protagonists 
will take a "we are in it together" attitude facing conflict. Cooperative goals make 
protagonists conclude that conflict is a mutual problem that needs common 
consideration and integrative solution good for all. As a result, people are confident 
that others will reciprocate and work for mutual beneficial solutions. They are more 
likely to discuss issues open-mindedly, and integrate the useful aspects of each 
other's opinion to find the best solution. Both parties will be satisfied with the result 
and regard others as competent and trustworthy. Such dynamic interaction induced 
by cooperative goals is labeled cooperative conflict ( Alper, Tjosvold, & Law, 
2000). 
It is worth noting that cooperative goals and open-minded discussion are both 
indispensable to cooperative conflict. Cooperative goals serve as the foundation of 
cooperative conflict. But cooperative goal interdependence alone is insufficient for 
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cooperative conflict. Besides cooperative goals, open-minded discussion among 
protagonists is also necessary. It is through open-minded discussion that people with 
cooperative goals integrate their ideas to resolve conflict and strengthen relationships 
(Tjosvold, 1985, 1998). 
In contrast, when people perceive their goal interdependence as competitive, they 
will conclude that others' successful goal attainment makes themselves less likely to 
achieve their own goals. With this expectation, protagonists treat conflict as a win-
lose contest. As a result, they tend to overstate their own positions and demand others 
to comnly with their opinions. Because people expect that others will not reciprocate 
openness and may even obstruct their own efforts, they are often at a deadlock or 
subject to the position from a powerful member. Both sides will be unsatisfied with 
the result and consider others as ineffective and unreliable. What is worse, conflict 
may be escalated into a war, in which people are suspicious of each other, try to 
outperform others, and pursue their own benefits at the expense of others. The 
interaction induced by competitive goals is called competitive conflict (Alper et al., 
2000). 
With independent goals, people do not care about others' performance. Whether 
others act effectively or not means little to them. In this situation, people may not 
communicate with others. All task accomplishments or problem solutions then 
depend on an individual's side. Conflict is also to be handled by one party. Prior 
studies indicate that independent goals have similar effects on the interaction as 
competitive goals do (Deutsch, 1973; Johnson & Johnson, 1989). 
Cooperative conflict between leaders and employees 
The traditional view assumes that hierarchies suppress openly discussing conflict 
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between leaders and employees. In that case, people distrust each other, avoid 
communication, and fail to reach a mutually beneficial solution (Evans, 1975; 
Williamson, 1971). 
But according to cooperation and competition theory, leaders and employees can 
develop cooperative conflict and benefit from it when they perceive their goals as 
cooperatively related and are open-minded to each other. Studies cited above reaffirm 
that cooperative goals and open-minded discussion are primary determinants of 
cooperative conflict. We will clarify how leaders and employees have cooperative 
goals a!!d open discussion in the following sections. 
Leaders and employees can have cooperative goals as all members share 
responsibility for the organization's success. The organizational performance reflects 
the contribution of the leader's as well as the employee's efforts. Moreover, they 
need to coordinate with each other to achieve their own goals. For instance, the 
leader has the knowledge and rewards that can facilitate employees' goals, and 
employees typically have information that can help leaders make effective decisions 
(Tjosvold & Johnson, 1989). 
Also, leaders and employees can discuss conflict open-mindedly. They realize that 
openly discussing issues based on cooperative goals help them to understand the 
problems. In this circumstance, leaders consult with and solicit employees' opinions 
and are open to different viewpoints from employees. Similarly, employees are glad 
to express their own ideas and make contributions to the problem solving. Admittedly, 
leaders and employees are often confronted with different opinions and. ideas. But 
they can make good use of conflict and arrive at a solution good for all. Due to the 
cooperative attitude to conflict, leaders and subordinates successfully complete their 
tasks and regard the other side as effective and reliable. 
Accumulating empirical studies indicate that leaders and employees benefit from 
13 
cooperative goals and open-minded discussion. For instance, studies in North 
America and in mainland China demonstrate that cooperative compared to 
competitive goals generate higher performance, increased leader effectiveness, and 
more trusting and friendly relationships between leaders and employees (Lawler & 
Yoon, 1993, 1996; Tjosvold, 1985; Tjosvold et al., 2003). In a study on new product 
team, Kirkman and Rosen (1999) find that managers and employees combine their 
ideas into profitable products through openly discussing issues, in tum improving 
team performance. Based on discussion above, we expect: 
Hypothesis 1: Cooperative conflict management approach between leaders and 
employees promotes task performance. 
Hypothesis 2: Cooperative conflict management approach between leaders and 
employees increases leader effectiveness. 
Hypothesis 3: Competitive conflict management approach between leaders and 
employees frustrates task performance. 
Hypothesis 4: Competitive coriflict management approach between leaders and 
employees undermines leader effectiveness. 
Chinese values and conflict management 
According to traditional views, Chinese people regard open discussion of conflict 
as showing disrespect and challenging other's face. In that case, cooperative conflict 
is quite difficult to adopt in China. However, Chinese values, if used appropriately, 
may strengthen open discussion of conflict (Leung et al, 2002). 
Leung et al (2002) on the dualistic model of harmony (instrumental perspective 
and value perspective) suggested that benefits of debates under cooperative goals are 
more possible if a value perspective on harmony is endorsed, which serves as the 
central tenet of classical Confucianism. With instrumental perspective, people avoid 
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openly discussing conflict to achieve superficial harmony for their own interests. If 
harmony is considered a value itself, people concerns for trust, closeness and mutual 
benefits, which encourage direct conflict for common interests. Harmony can 
promote cooperative conflict when people consider harmony itself as a value. 
Experimental studies suggest that Chinese values, when skillfully expressed, 
promote cooperative conflict. An experiment implied that persuasion, 
communication of respect and cooperative context induce cooperative conflict 
among Chinese (Tjosvold & Sun, 2001). Another experimental study showed that 
confirmation of personal face develops a cooperative context for managing conflict. 
In China, when social face is confirmed, conflict can have constructive outcomes 
(Tjosvold, Poon & Yu, 2005). 
In recent years Chinese people are greatly influenced by western cultures. 
Interactions with foreign countries also encourage them to understand the value of 
direct conflict handling. Recent studies indicate that Chinese top management teams 
most frequently use integrative or cooperative approach to handle conflict (Fu, et al., 
2008). 
Challenges in managing conflict between leaders and employees 
Despite of its benefits, cooperative conflict between leaders and employees is quite 
challenging to develop. Hierarchies promote conflict by dividing members into 
groups that develop their own perspectives about the organization and opposing 
interests about the distribution of benefits. As an argument that "power corrupts" 
says, leaders often use their power to dominate employees, and to show their 
superiority over employees. In this competitive context, more powerful leaders are 
often found to be aloof and self-protective while employees insecure and ingratiating. 
Both laboratory and field studies indicated that hierarchies undermine openness, 
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mutual influence, and conflict management (Tjosvold & Johnson, 1989). 
Previous research has affirmed the values of cooperative goals. But contributors to 
competition exist between leaders and subordinates, such as incompatible objectives, 
win-lose rewards, showing domination and superiority, considering different views 
as win-lose contests, indifference, and value on outdoing (Tjosvold, 1992). 
As discussed earlier, leaders play a critical role in organizations. However, much 
less has shown what leadership type induces cooperative goals and how leaders 
develop cooperative conflict in the organization. Tjosvold & Okun (1979) pointed 
out that less powerful people are found to cooperate when the more powerful 
cooperated. As such, employees are more likely to discuss issues open-mindedly 
when leaders favor open-mindedness. Subordinates can be expected to respond to the 
gestures of leaders because they have much to gain from cooperation. They also fear 
punishment from leader's power. In contrast, leaders may conclude they have less to 
fear or gain from employees and act relatively independently from them (Tjosvold & 
Wisse, 2009). Therefore, it is necessary to investigate leadership or leader behaviors 
that promote cooperative conflict. 
The next section integrates leadership and conflict research. It will demonstrate how 
transformational leaders promote cooperative conflict between supervisors and 
subordinates. Additionally, it will explain how such leaders generate constructive 
outcomes through the mechanism of conflict management. 
Linking Transformational Leadership and Conflict Management 
Transformational leadership 
Transformational leadership is the most documented leadership as effective in the 
past two decades (Lim & Ployhart, 2004). Such leaders are theorized to uplift 
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employees by offering a purpose that transcends their self-interests for the good of 
the group (Howell & Avolio, 1993). Researchers have proposed that transformational 
leadership comprise six components: Identifying and articulating a vision, providing 
an appropriate model, fostering the acceptance of group goals, expecting high 
performance, providing individualized support, and . intellectual stimulation 
(Podsakoff, et al., 1990). The heart of transformational leadership is to motivate 
employees to exceed both their leader's expectations and their own. 
Although transformational leadership is firstly put forward by western scholars, its 
effectiveness is also identified by empirical studies in China. Compared to other 
leadership styles, transformational leadership is a more powerful predictor of 
organizational commitment and leader effectiveness in China (Li, Meng & Shi, 
2007).In addition, transformational leadership can elevate followers in the long term 
in areas such as trust, commitment, and well-being in Chinese context (Liu, Siu & 
Shi, 2010). Wang et al. (2005) also indicate that transformational leaders promote the 
task performance and organizational citizenship behaviors of followers. 
Transformational leadership and outcomes 
Previous studies have consistently reported positive results associated with 
transformational leadership, such as task performance, leader effectiveness, and trust 
in leader (Shamir et al., 1998; Podsakoff et al., 1990; Wang et al., 2005). 
Theorists have proposed various theoretical bases for explaining such positive 
associations. Personal identification and social identification are· among well-
recognized mechanisms. Personal identification with leader occurs when employees 
attribute desired qualities, such as the ability to articulate visions, to transformational 
leader. They internalize their leader's values and beliefs and behave consistently with 
them, including putting collective interests over self-interests (Bass, 1985). Similarly, 
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when employees feel proud about being part of an organization, social identification 
develops. Transformational leaders successfully build the social identification and 
self-concepts of their employees by emphasizing the importance of an inspirational 
and unifying vision, and by linking employees' self-concepts to that unifying vision. 
As a result, good relationships are fostered between leaders and employees; 
employees will regard the success of the leader and the organization as their own 
success, and make every effort for the benefits of the leader as well as of the larger 
collective. 
Previous research also shows that transformational leaders increase performance 
and effectiveness through open-minded norms (Tse & Mitchell, 2010). Open-minded 
norms are defined as beliefs related to the way in which individuals approach the 
views and knowledge of others in their group. Such norms include freedom to 
express alternative views and perspectives, and willingness to recognize the value of 
others' knowledge (Tjosvold & Sun 2003). Authors have recognized the benefits of 
open-minded norms, such as task achievement, knowledge sharing, coordination and 
innovation (Tse & Mitchell, 2010). 
As Tjosvold and Poon (1998) have noted, open-mindedness enables employees to 
understand that they are not in isolation from others and they can get support from . 
others. Then employees will be willing to help each other to achieve success. 
Transformational leaders make use of the open-minded norm as a mechanism to 
express a significant purpose, to guide and inspire subordinates, and to show support 
toward employees (Schaubroeck, Lam & Cha 2007). Such leaders, by exhibiting 
intellectual stimulation, also enhance subordinates' perceptions of organizational 
values such as open-mindedness norms. When leaders set up role models such as 
open-minded discussion, employees are guided to interpret what is appropriate to do. 
Leaders who articulate the open-mindedness norms will induce followers to view 
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such norms as significant and instrumental (Tse & Mitchell, 2010). As open-minded 
norms facilitate leaders to articulate a unifying vision, and to express their 
expectations toward employees (Taggar & Elleis, 2007), employees feel trusted and 
supported by the leader, and better understand the requirement of the jobs and 
expectations from the leader. Moreover, subordinates believe they should express 
different views openly, and consider and integrate various opinions for a best 
solution. Thus, employees are motivated to act in accordance to the open-minded 
norms for promoting their performance and for the sake of collective interests. 
The mediating roles of conflict management approaches 
This study also proposes that transformational leadership undermines competitive 
conflict and promotes cooperative conflict, which in turn promotes task performance, 
and leader effectiveness. As they foster a shared purpose that binds individuals 
together and transcend their self-interests for the collective interests, transformational 
leaders may be thought to reduce conflict. But we assume that transformational 
leadership promotes cooperative conflict and reduces competitive conflict. Conflict, 
when well managed between leaders and subordinates, can enhance performance and 
leader effectiveness. 
Transformational leaders are able to develop cooperative goals between leaders 
and employees. Deutsch (1973) argues that a sense of belonging together, shared 
vision, and common identity are important antecedents of cooperative goals, which. 
in turn facilitate cooperative conflict approach. The dimensions of transformational 
leadership are similar to the antecedents of cooperative goals found in prior studies 
(Tjosvold & Tjosvold, 1995). For instance, the dimensions of identifying and 
articulating a vision, and fostering the acceptance of groµp goals will make 
employees believe the goals of the leader and of theirs are cooperatively related. As 
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transformational leaders and employees are mutually interdependent to pursue a task 
accomplishment (Carson et al., 2007), they are prone to believe that their goals are 
interdependent. 
Moreover, Tajfel and Turner's (1985) social identity research offers a theoretical 
basis to argue that identification with the leader or organization induces cooperative 
goals between leader and employees. Transformational leaders influence employees 
by building their identification with the leader (personal identification) and with the 
organization (social identification) (Yuki, 1998). When individuals identify with the 
leader and organization, they base their self-concept and self-esteem partly on the 
leader and organization, and the successes and failures of the leader and organization 
are regarded as personal successes and failures (Mae! & Ashforth, 1992).The 
identification with the leader and organization leads to activities that are congruent 
with the identity (Ashforth & Mae!, 1989). That is, when people are identified with 
the leader and organization, they will be more willing to take a cooperative rather 
than a competitive approach in conflict situations, because their senses of self-esteem 
and self-worth are strongly linked with the success and failures of the leader and the 
organization (Tyler & Blader, 2003). 
Besides cooperative goals, open-minded discussion of diverse opinion is necessary 
for inducing cooperative conflict (Deutsch, 1990). Transformational leaders 
emphasize 'communication' (Bass, 1985) and foster open-minded norms (Tse & 
Mitchell, 2010). They communicate high expectations toward employees and express 
unifying visions. By means of intellectual stimulation, leaders get employees 
involved in open-minded discussion of diverse opinions for problem solving. By 
individual consideration, leaders also give feedbacks to employees, encourage them· 
and listen attentively to employees' needs. As a result, relationships between leaders 
and employees are strengthened, and employees are encouraged to participate in 
20 
discussing various perspectives open-mindedly for promoting their own as well as 
the organization performance. When employees have differences with their leader, 
they are more willing to take the cooperative conflict approach with open-minded 
discussion, and they are not likely to adopt the competitive approach. Taken the 
considerations above, we expect: 
Hypothesis 5: Transformational leadership facilitates cooperative conflict 
approach between leaders and employees. 
Hypothesis 6: Transformational leadership reduces competitive conflict approach 
between leaders and employees. 
There have been several calls for more investigations of the mediating 
mechanisms through which transformational leaders uplift the employees and 
organizations. Passages above have analyzed how such leaders facilitate effective 
conflict approaches and how well-managed conflict promotes task performance and 
leader effectiveness, thus justifying that transformational leaders affect the outcomes 
through the mechanism of conflict management approaches. The positive effects of 
transformational leadership on task performance and leader effectiveness have been 
affirmed by previous studies (Podsakoff et al., 1990; Wang et al., 2005). 
Considerable research also indicates that employees and organizations benefit from 
facilitating cooperative conflict and reducing competitive conflict ( e.g., Tjosvold et 
al., 2003). Moreover, empirical evidence shows that transformational leaders can 
develop cooperative conflict in the organizations (Zhang, Cao & Tjosvold, in press). 
Thus , we expect that: 
Hypothesis 7a: Transformational leadership promotes task performance and 
leader effectiveness through facilitating-cooperative coriflictana-between-leaders 
and employees. 
Hypothesis 7b: Transformational leadership promotes task performance and 
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leader effectiveness through reducing competitive conflict between leaders and 
employees. 
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CHAPTER III 
HYPOTHESES 
After introducing the central theories and constructs of this study, this chapter 
presents all the hypotheses · based on the literature review. It first displays the 
hypothesized model, and then explains each variable in the model. 
Hypothesized Model 
Figure 1 Hypothesized Structural Model in this Study 
Transformational 
Leadership 
Cooperative 
Conflict 
Competitive 
Conflict 
Task 
Performance 
Leader 
Effectiveness 
As displayed in Figure I, the model to be tested is that transformational leadership affects 
conflict management approaches between leaders and employees, and these approaches then lead 
to different outcomes. In this model, transformational leadership is identified as the antecedent of 
two conflict management approaches ( cooperative conflict and competitive conflict) that in turn 
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determine the outcomes (task performance and leader effectiveness). 
Hypotheses 
This study proposes the following hypotheses: 
Hypothesis I: Cooperative conflict management approach between leaders and 
employees promotes task performance. 
Hypothesis 2: Cooperative conflict management approach between leaders and 
employees increases leader effectiveness. 
Hypothesis 3: Competitive coriflict management approach between leaders and 
employees frustrates task accomplishment. 
Hypothesis 4: Competitive conflict management approach between leaders and 
employees undermines leader effectiveness. 
Hypothesis 5: Transformational leadership facilitates cooperative conflict 
approach between leaders and employees. 
Hypothesis 6: Transformational leadership reduces competitive conflict approach 
between leaders and employees. 
Hypothesis 7a: Transformational leadership promotes task performance and 
leader effectiveness through facilitating cooperative conflict between leaders and 
employees. 
Hypothesis 7b: Transformational leadership promotes task performance and 
leader effectiveness through reducing competitive conflict between leaders and 
employees. 
Introduction of Variables 
This study proposes that transformational leadership affects conflict management 
approaches between leaders and employees, and different conflict approaches then 
influence the outcomes. There are five variables in the hypothesized model with one 
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antecedent variable, two mediators and two outcomes. All the variables are measured 
by 5-point Likert-scale items. 
This section defines each variable in the model (Figure 1): 
Transformational leadership is measured by the extent the interviewees believe in 
the incident the leaders make them to understand the importance of tasks, activate 
their higher-order needs, and induce them to transcend self-interests for the sake of 
the organizations. 
Cooperative conflict management approach is measured by the extent the 
respondents conclude they and their leaders are oriented toward joint benefits in 
dealing with conflict in the incident. Competitive conflict is measured by the extent 
the interviewees think they and their leaders are in a win-lose situation handling 
conflict in the incident. 
Task performance is measured by the extent that their interaction helps them solve 
the problems and complete the tasks effectively and efficiently. Leader effectiveness 
is measured by the extent the respondents regard their leaders as effective according 
to the interaction. 
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CHAPTER IV 
METHODOLOGY 
This research studies conflict management between leaders and employees in 
China. This section introduces the specific process of testing previous hypotheses 
and model. To test the model, I collected data by conducting one-to-one interviews. 
This chapter describes the sampling, interview schedule, and data analysis. 
Participants 
Participants in this study included 112 employees from Shenzhen, mainland China. 
All the participants were recruited through my personal networks, such as friends, 
relatives, and former schoolmates, and were chosen to represent diverse industries, 
age, gender and educational levels in mainland China. 
Among all the participants, 62 (55.4%) are male and 50 (44.6%) are female. The 
average age of the interviewees is 35, with 51(45.5%) between 21 to 30 years old, 27 
(24.1%) between 31 to 40 years old, 24 (21.4%) between 41 to 50 years old, and 10 
(9%) are 51 or above. Regarding the educational level, 10 (8.9%) had high school 
degrees or below, 13 (12.5) had college degrees, 61 (54.5%) had university degrees, 
and 27 (24.1 %) had postgraduate degrees. As for industry, 4 (3.6%) are from 
government agencies, 8 (7%) from manufacturing, 11 (9.8%) from construction, 28 
(25%) from telecommunications, 18 (16.2%) from banking and insurance, 24 (21.4%) 
from schools, 7 (6.4%) from hospitals, 3 (2.7%t from catering, 5 (4:5%) from 
logistics, and 4 (3.5%) belong to exhibitions. As for position level, 27 (24.1 %) are 
average employees, 28 (25%) junior managers, 38 (33.9%) intermediate managers, 
and 19 (17%) senior managers. The average years they have worked in current post 
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is 6.1 years. Table 1 provides detailed demographic characteristic of the interviewees. 
Table I Demographic Characteristic of Interviewees 
Number of Participauts Percentage 
Gender 
Male 62 55.4% 
Female 50 44.6% 
Age 
21-30 51 45.5% 
31-40 27 24.1% 
41-50 24 21.4% 
::::51 10 9% 
Educational level 
High school or below 10 8.9% 
College 13 12.5% 
University 61 54.5% 
Graduate School 27 24.1% 
Position 
Average Employees 27 24.1% 
Junior Manager 28 25% 
Intermediate Manager 38 33.9% 
Senior Manager 19 17% 
Average time in current post 6.1 years 
Interview Schedule 
Critical Incident Technique (CIT) (Flanagan, 1954) was used to develop the 
interview structure for this study. CIT is considered to be a particularly useful 
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method when studying complex interpersonal phenomenon (Walker & Truly, 1992). 
It can help interviewees report past events fully with accuracy. It can also moderate 
the errors when interviewees need summarize across many incidents to provide 
responses in most surveys (Schwartz, 1999). 
The interviewees were assured that their responses would be kept confidential and 
the objective of the study was to investigate how subordinates and leaders dealt with 
conflict at work. During the interview, each interviewee was first asked to describe a 
concrete incident in which he or she interacted with his or her supervisor and had 
different opinions during the interaction. Interviewees were told to recall the settings, 
what happened, how both of them reacted, and what the result of the interaction was. 
They were informed that the result could be constructive or destructive. 
After describing the incident, the interviewee was then asked to rate specific 
questions according to the interaction mentioned before on 5-point Liker-type scales. 
Measures include transformational leadership, cooperative conflict, competitive 
conflict, task performance, and leader effectiveness. 
The interviews were conducted in Mainland China from September 2010 to April 
20 I I. Each interview lasted for 40 to 60 minutes and was conducted in Mandarin due 
to interviewees' preference. Before the formal data collection, several pilot tests were 
conducted among friends in Shenzhen. Then I revised the interview design based on 
the pilot tests' feedback. After several rounds of modification, I make sure that the 
interview design is practical and the questions are understood. 
As the interview schedule was originally written in English, I transl.ated it into 
Chinese. Another researcher who majored in English helped me to check the 
translation to ensure the conceptual consistency. 
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Scales 
Transformational leadership 
A short version of Podsakoff et al. 's (1990) Transformational Leadership Behavior 
Inventory (TLI) was used to assess the leader behaviours in the interactions. This 
scale consists of 12 items (2 of the original 14 items were deleted) and measures four 
dimensions of transformational leadership, including charismatic leadership, high 
performance expectation, individualized consideration, and intellectual stimulation. 
Sample items are "The supervisor pointed out my direction clearly", "The supervisor 
provided an appropriate model for me to follow", "The supervisor showed respect for 
my personal feeling", and "the leader challenged us to think about old problems in 
new ways." Interviewees were asked to rate on a 5-point scale (1 =little, 5= a great 
deal) based on the interactions mentioned above. Previous research has provided 
strong evidence of reliability and validity of this scale ( e.g., Podsakoff et al., 1990; 
MacKenzie, Podsakoff & Rich, 2001 ). The result of CFA confirmed the hypothesized 
factor structure (I =69.28, df = 46; RMSEA = .068; NFI = .93, RFI=.90, IFI=.98, 
TLI=.97, CFI = .98). The Cronbach alphas ranged from .81 to .90, and Cronbach 
alpha for the whole scale was .93. 
Conflict management approaches 
We adopted the items in Alper and Tjosvold's (2000) scale to measure cooperative 
conflict approach and competitive conflict approach respectively. The cooperative 
approach subscale consists of three items measuring protagonists' orientation toward 
joint benefit and work to find a solution that is good for both parties. A sample item 
for cooperative conflict approach is "The supervisor and I sought a solution that 
would be good for all of us." 
The competitive conflict approach subscale consists of three items measuring the 
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assumption that conflict was a win-lose situation in which people used pressure and 
intimidation to obtain conformity to one side's view. A sample item is "The 
supervisor and I treated conflict as a win-lose contest." The Cronbach alpha for 
cooperative conflict approach was .95, and for competitive conflict was .84. 
Task performance 
Items used by Tjosvold et al (2008) were adopted in this study to measure the 
extent that the interviewees and their supervisors' interactions helped them to solve 
the problems effectively and efficiently. A sample item is "How much did you and 
your supervisor make progress on the task because of this interaction?" The 
Cronbach alpha for this subscale was .92. 
Leadership effectiveness 
Chen and Tjosvold (2005, 2006) pointed out the importance of leadership 
effectiveness as a measure of quality leadership. It measures the supervisors' 
effectiveness to solve the problem and accomplish the task in the incident. This study 
used leadership effectiveness as an outcome variable to test the effects of conflict 
management appro!Jch from a leadership perspective. The Cronbach alpha for this 
subscale was .94. 
Table 2 Measures 
Measures Number of Items Aloha 
Transformational leadership 12 0.93 
Coonerative conflict annroach 3 0.95 
Comoetitive conflict aooroach 3 0.84 . 
Task nerformance 3 0.92 
Leader effectiveness 3 0.94 
Analysis 
To test the hypotheses and the proposed model developed in Chapter III, both 
qualitative and quantitative analyses were used. The quantitative data are the 
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respondents' ratings on the scales. Firstly, single-factor procedure was used to test the 
potential problem of common method variance. Then confirmatory factor analysis 
(CFA) was conducted to test whether the interviewees' ratings would load on 
transformational leadership, conflict management approaches, and the outcomes as 
five distinct factors. Thirdly, correlation analysis was carried out to do the 
preliminary tests of the relationships among different variables, i.e., how would the 
transformational leadership relate to two types of conflict management approaches, 
and how two different conflict management approaches correlate with two outcomes. 
Lastly, structural equation modeling (SEM) was applied to test the hypothesized 
model and to investigate the causal relationships among one antecedent 
(transformational leadership), two mediators ( cooperative conflict approach and 
competitive conflict approach) and two outcomes (task accomplishment, leadership 
effectiveness). 
For the qualitative analysis part, I studied the interviewees' narrative record about 
the incident they recalled. Several typical cases will be summarized to further 
describe the conflict management between supervisors and subordinates. 
Common method variance 
As all variables were one-source subjective measures, we should notice the 
potential problem of common method variance. This study adopted Harman's 
one-factor Test. It is one of the most widely used techniques (Podsakoff & Organ, 
1986; Podsakoff, Scott, Lee & Podsakoff, 2003). This method assumes that if a 
substantial amount of common method variance is present, either a single factor will 
emerge from the factor analysis, or one "general" factor will account for the majority 
of the covariance in the independent and criterion variables (Podsakoff and Organ, 
1986). A factor analysis with five key variables was conducted, which resulted in five 
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factors with eigen values greater than 1, with the first factor accounting for only 29% 
of total variance. This result suggests that common method variance is not likely to 
have caused significant relationships among variables in our study. Thus, we do not 
believe that common method variance can explain our research findings. 
Confirmatory factor analysis 
A series of confirmatory factor analyses (CFA) by AMOS 17.0 was used to 
confirm whether the respondents' ratings would load on five distinct factors, namely 
transformational leadership, cooperative conflict, competitive conflict, task 
accomplishment, and leader effectiveness. 
Four indicators are used to judge whether the observed data fit our hypothesized 
model: An overall chi-square measure and its associated degrees of freedom, the 
comparative fit index (CFI), the Tucker-Lewis index (TLI) (Tucker & Lewis, 1973), 
and the RMSEA. The CFI is regarded as the best approximation of the population 
value (Gerbing & Anderson, 1988). Bentler and Bonnett (1980) suggested that the 
CFI should be above 0.90 to indicate a sufficient fit. The TLI compares the relative 
improvement in fit for the proposed model over a strict null model of complete 
independence among the various items (Tjosvold, Law, & Sun, 2006). TLI should 
also be above 0.90 to indicate a good model fit. In contrast to the CFI, the TLI 
appears to be relatively unaffected by model situation (Wheaton, 1987) and by small 
or large sample sizes (Marsh, Balla, & McDonald, 1988). A value of less than 0.08 
on RMSEA is considered to be a good fit. However,. RMSEA may be inflilted due to 
small sample sizes (Joreskog & Sorbom, 1993). 
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Table 3 Confirmatory Factor Analyses 
Models Model "'x' d.f. 
x' 
CF! TLI RMSEA 
Baseline 5-factor Model (MO) 238 407.45 - .94 .94 .080 
4-factor Model (Ml): combining cooperative 246 603.10 195.65 .86 .87 .114 
conflict and competitive conflict 
4-factor Model (M2): combining leader 246 599.46 192.01 .87 .85 .114 
effectiveness and task performance 
4-factor Model (M3): combining cooperative 246 619.85 212.40 .86 .84 .117 
conflict and transformational leadershio 
4-factor Model (M4): combining competitive 246 608.21 200.76 .86 .85 .115 
conflict and transformational leadership 
4-factor Model (MS): combining cooperative 246 615.07 207.62 .86 .84 .116 
conflict and task oerformance 
4-factor Model (M6): combining cooperative 246 625.19 217.74 .86 .84 .118 
conflict and leader effectiveness 
4-factor Model (M7): combining competitive 246 613.17 205.72 .86 .84 .116 
conflict and task performance 
4-factor Model (M8): combining competitive 246 626.59 219.134 .86 .84 .118 
conflict and leader effectiveness 
One factor solution (M9) . 252 769.62 362.17 .80 .78 .14 
Notes: 
* N of cases =112 
* In the one-factor Model (M9), all the factors were combined into one factor. 
Results of the confirmatory factor analysis are shown in Table 3. MO indicated that 
our proposed 5-factor measurement model fits the data well, with a Comparative Fit 
Index (CFI), IFI, and RMSEA of .94, .94, and .08 respectively. The indicators 
showed that the 5-factor model fits the data significantly better than the other eight 
alternative models. First, as shown in Table 3, the chi-squares of alternative models 
were dramatically greater than that of the baseline model. Second, the CFI and IFI of 
the alternative models were all below .90 and significantly lower than the indicators 
of baseline model, showing that alternatives are not satisfactory models. Third, 
RMSEA of alternative models were all above . I 0, indicating poor model fits. 
Therefore, the results of comparison suggested that the 5 factors in the proposed 
model (MO) were distinct measures of the constructs in our study. We concluded that 
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the interviewees distinguished the five constructs. 
Hypotheses testing 
We adopted the correlation analysis to test the hypotheses linking transformational 
leadership, conflict management approaches, and outcomes. Then we used the 
structure equation analysis through AMOS 17.0 to investigate the underlying causal 
relationships among transformational leadership, conflict management approaches 
( cooperative conflict approach, competitive conflict approach) and the outcomes 
(task performance, leader effectiveness). 
A nested model test commonly adopted in causal model analysis was used to 
compare the hypothesized model (MO) with two other alternatives. MO, our baseline 
model, represents a fully mediated model. We specified paths from transformational 
leadership to conflict management approaches, and from conflict management 
approaches to task accomplishment and leader effectiveness. This model does not 
have direct paths from transformational leadership to task accomplishment or leader 
effectiveness. In Ml (partially mediated model), we added to two direct paths from 
transformational leadership to both task accomplishment and leader effectiveness. 
M2 is a direct model with the mediator omitted. It suggests that transformational 
leadership directly affect the outcomes. 
Summary 
This chapter introduced the interview schedule an_d research methods in: this study. 
One hundred and twelve employees from Shenzhen, mainland China were 
interviewed from September 2010 to February 2011. We adopted the critical incident 
teclmique to conduct interview. The Interviewees were told to recall a specific leader-
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subordinate interaction in which they have differences with the supervisors. Then 
they rated some questions on 5-point Likert-type scale based on the incident 
provided. Scales included transformational leadership, cooperative conflict, 
competitive conflict, and the outcome variables as task performance and leader 
effectiveness. 
Both qualitative and quantitative methods were applied to analyze the data. 
Confirmatory factor analyses (CFA) first validated the five distinct scales. Next, the 
correlation analyses were used to preliminarily test the relationships among 
antecedent variables, mediators, and outcome variables in the hypothesized model. 
Then structural equation modeling (SEM) investigated the causal relationships 
among transformational leadership, cooperative conflict, competitive conflict and the 
two outcomes. Regarding the qualitative analyses, we selected several typical cases 
to understand the conflict issues between leaders and subordinates in more detail and 
the outcomes. The next chapter reports how we analyzed the data and the results of 
the data analysis. 
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CHAPTERV 
RESULTS 
This chapter discusses the analyses of the data collected from the interviews. It 
describes the results of the correlation analysis and structural equation modeling 
analysis. Additionally, summary of the incidents will be explained with examples. 
Correlation Analysis 
Correlations among variables (Table 4) provide a preliminary examination of the 
hypotheses linking transformational leadership, cooperative conflict, competitive 
conflict, task performance and leader effectiveness. The results of correlations 
provide initial support for hypothesis I and hypothesis 2 because transformational 
leadership is significantly correlated with two types of conflict management 
approaches, namely cooperative conflict and competitive conflict (r=.83, p<.01; 
r=-.69, p<.01). 
Hypothesis 3 predicts that cooperative conflict between leaders and subordinates 
facilitates task performance. Correlation results support hypothesis 3. Cooperative 
conflict positively and significantly correlates with task accomplishment (r=.84, 
p<.01). 
Hypothesis 4 posits that cooperative conflict between leaders and subordinates 
promotes leader effectiveness, which is also supported by correlation results. 
Cooperative conflict is significantly related to leader effectiveness (r=.84, p<.01). 
Hypothesis 5 proposes that competitive conflict between leaders and subordinates 
undermines task performance. Correlation results support hypothesis 5. Competitive 
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conflict negatively and significantly correlates with task accomplishment (r=-.68, 
p<.01). 
Hypothesis 6 argues that competitive conflict between leaders and subordinates 
reduces leader effectiveness. Consistent with this hypothesis, competitive conflict is 
negatively and significantly related with leader effectiveness (r=-.65, p<.01). 
Table 4 Correlations among Variables 
Mean Std.D (I) (2) (3) (4) (5) 
(!) 2.92 1.10 I 
transformational 
leadership 
(2) cooperative 3.03 1.29 .83** 1 
conflict 
(3) competitive 2.38 1.12 -.69** -.72** I 
conflict 
(4) task 3.17 1.17 .74** .84** -.68** 1 
accomplishment 
(5) leader 3.15 1.22 .83** .84** -.65** .85** 1 
effectiveness 
Note: N=112 
**p<.01 
Structural Equation ModelingAnalysis 
We used structural equation analyses to further investigate the relationships among 
transformational leadership, cooperative conflict, competitive conflict, task 
performance, and leader effectiveness. We compared the hypothesized model with 
alternative models to test whether the hypothesized one fits the data best. 
Model comparison 
Structural equation rilodeling was used to test the causal relationships among 
transformational leadership, conflict management approaches and outcomes. Two 
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alternative models, the partially mediated model and the non-mediated model, were 
compared with the fully mediated model (the hypothesized model). 
As shown in table 5, the hypothesized model (MO) fits the data quite well. The x 2 
of the hypothesized model was 131.869 ( d.f. =82), CFI and TLI were .97 and .96 
respectively, and the REMSA was .078. Given the usually critical value of .90 for 
CFI and TLI (Bentler and Bonnett, 1980) and .08 for RMSEA, results of the fit 
statistics suggest that the hypothesized model can be accepted. 
MO is nested within Ml. However, the inclusion of the parameters for the direct 
effect from exogenous variables to outcomes did not improve the model fit 
significantly. Table 5 showed that the differences between chi-squares were not 
significant for Ml compared with MO, and the CFI and TFI were also almost the 
same. Under the principle of parsimony, MO is better than Ml. Moreover, MO is 
preferred based on our theory. That is, transformational leadership affects people's 
interactions, and the interactions then lead to different outcomes. 
M2 is the non-mediated model, suggesting that transformational leadership 
directly affects the outcomes. From table 5, we can see the omission of parameters 
for the mediating effects of conflict management approaches on outcomes 
significantly deteriorated the model fit. M2 has a much poorer chi-square indicator, 
with x2 being 330.46. Moreover, the CFI and IFI of M2 are both below .90, and the 
RMSEA is above .08. Overall, the fit statistics indicate that the hypothesized model 
(MO) fits the data best. 
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Table 6 Nested Model Analyses 
Chi df AX2 CFI TLI RMSEA 
snuare 
MO (fully 136.87 82 .97 .96 .078 
mediated model) 
Ml(partially 131.54 80 -5.33 .97 .96 .076 
mediated model) 
M2(non mediated 330.46 86 193.59 .86 .83 .160 
model) 
Structural equation modeling analysis for the hypothesized model 
The path estimates of the hypothesized model revealed the findings more 
specifically (Figure 2). Transformational leadership contributed to cooperative 
conflict (B=.93, p<.001), and undermined competitive conflict (B=-.84, p<.001). 
Hypothesis I and 2 are supported. 
The results indicate that cooperative conflict has positive and significant effects on 
task performance (B=.71, p<.001) and leader effectiveness (B=.81, p<.001), 
supporting hypothesis 3 and 4. 
In accordance with hypothesis 5, result indicated that competitive conflict had a 
negative and significant effect on task accomplishment (B=-.24, p<.05). However, 
hypothesis 6 is not supported. Competitive conflict did not significantly affect leader 
effectiveness (B=-.11, ns), but the path coefficient was negative. 
In general, findings of path coefficients were consistent with the correlation 
analysis results and provided good support for the study's hypotheses. Overall results 
provide support for hypotheses 7a and 7b in that transformational leadership affects 
the kind of conflict management that in turn influences outcomes. 
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Figure 2 Path Estimates for the Hypothesized Model 
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A total of 112 cases are recorded from the interviews for the study. Interviewees' 
ratings on conflict approaches and their descriptions of the incidents indicate that 59 
cases involved cooperative conflict while 53 cases reported competitive conflict. 
All the interviewees who reported cooperative conflict with their supervisors also 
regarded the supervisors as transformational leaders, and were satisfied with the final 
results of the instances. Respondents expressed that they were not satisfied with the 
results when they did not consider their supervisors as transformational leaders and 
had competitive conflict in the incident. These results were consistent with the results 
of correlation and structural equation analyses. 
By analyzing the recorded cases in detail, the author identifies eig]lt types of 
reasons of leader-member conflict, namely, work styles I methods (41 cases), 
business planning (11 cases), personnel placement (10 cases), working schedule (10 
cases), values (8 cases), accumulated rancor (7 cases), work arrangement (20 cases), 
and salary/promotion (5 cases). These classifications suggest that many of the 
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conflicts in the organizations are not due to accumulated rancor or different values, 
but from differences in work methods, work arrangement, etc. These results also 
imply that supervisors and employees often have conflict even if they have satisfying 
personal relationships and similar values, suggesting the universality of conflict in 
the leader-member interaction and the necessity of conflict management between 
leaders and employees. 
The in-depth interviews unveil that the leadership style affects the leader-member 
interaction in the conflict and how they interact in the conflict determines the 
outcomes of the incident. The cases below provide illustrative support for the 
hypotheses. 
Case illustrations 
Drawing on interviewees' qualitative accounts of their incidents, we presented two 
cases, all of which respondents rated high or low in the level of transformational 
leadership. These cases involved competitive and cooperative conflict respectively, 
and suggested how transformational leadership affected conflict approaches and how 
the conflict dynamics induced different outcomes. 
Case A illustrates how transformational leaders build cooperative conflict between 
supervisors and employees, with results of high performance and leader effectiveness. 
An employee participated in a project team. During that period, he had to ask for a 
leave for two days. But there were only five days left for the team to complete the 
project. Both the employee and his leader understood that the employee's leave 
might induce the delay of task completion. Luckily, the leader was very open~minded 
and considerate. The leader showed his concern for the employee's difficulty and 
expressed that he would try to satisfy the employee. Then both sides discussed the 
issue open-mindedly and tried to find a solution that ensured the project completion 
and satisfied the employee. Finally, they rearranged the task progress. The employee 
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could leave for two days without delaying his task completion. The employee felt 
that they discussed conflict cooperatively and were very efficient in solving the 
problem. He also rated high on transformational leadership, task performance and 
leader effectiveness. 
Case B describes how the leader who lacks transformational values and skills 
build competitive conflict with the subordinate, with results of low performance and 
ineffectiveness. An auditor made some mistakes in a project because her supervisor 
did not give instructions clearly. The auditor tried to explain to her supervisor why 
she had the mistakes and put forward a plan to compensate for the loss. 
Unfortunately, the leader did not listen to the employee's opinions at all and was 
eager to shift all the blame onto the employee. Then they began to criticize each 
other rather than working for the project jointly. At last, the employee quitted from 
the project team and the task progress was deterred. The employee expressed they 
approached the conflict competitively and failed to resolve the problem. She also 
rated rather low on transformational leadership, task performance and leader 
effectiveness. 
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CHAPTER VI 
DISCUSSION 
Our research findings shed light on the conflict management between leaders and 
employees as well as on the leader-member interaction induced by transformational 
leadership. This study adopted the cooperation and competition theory to explain 
how they handle conflict effectively. Specifically, statistical results as well as 
reported cases in the interviews support the argument that leaders and employees 
benefit from developing cooperative conflict and avoiding competitive conflict. 
Moreover, results indicate the role of transformational leadership in conflict 
management. Our findings demonstrate that transformational leaders facilitate 
cooperative conflict and inhibit competitive conflict between leaders and employees, 
in tum promoting task performance and leader effectiveness. 
This chapter provides a summary of results and important findings of this study. 
Then it discusses practical implications, limitations, and future research directions. 
Summary of the Results 
Besides analyzing the cases reported in the interviews, we also conducted a series 
of data analyses to test the hypothesized relationships among variables. The 
correlation results fully supported the hypotheses by showing that cooperative 
conflict is positively and significantly correlated with task performance, leader 
effectiveness and transformational leadership, while competitive conflict is 
negatively and significantly related to them. Structural equation modeling was 
conducted to test the causal relationships among transformational leadership as 
antecedent, cooperative conflict, competitive conflict, and the outcomes. Model 
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indices demonstrate a good fit of the data. 
The results have extended the understanding of the role of organizational conflict. 
Previous research implied that conflict is a double-edged sword. We reaffirm the 
implication by testing the effects of conflict in the context of leader-member 
interaction in mainland China. Statistical results and descriptions of incidents in the 
interviews show that cooperative conflict between leaders and employees increases 
task performance and leader effectiveness, while competitive conflict has negative 
effects on the indicators. 
Our findings also demonstrate what leads to effective conflict handling among 
people with unequal status in the organization's hierarchy. More specifically, results 
support theorizing that transformational leadership is the predictor of conflict 
approaches between leaders and employees. Correlation results and path estimates 
indicate that transformational leadership promotes cooperative conflict and reduces 
competitive conflict. Reported cases also affirm that the leadership style very much 
affects how leaders and employees manage conflict. 
We also identify . conflict management approaches as the mechanism through 
which transformational leaders affect outcomes. Such leaders facilitate performance 
and leader effectiveness through building cooperative conflict and inhibiting 
competitive conflict between leaders and employees. Our findings affirm the values 
of cooperative conflict and transformational leadership, even in the collectivist 
culture of China. 
Important Findings 
Effects of conflict management between leaders and subordinates 
Conflict is inevitable in organizations. Previous research indicates that cooperative 
conflict is constructive whereas competitive conflict is destructive (Deutsch & 
Coleman, 2000; Johnson & Johnson, 1989; Rahim, 2001). Existing studies also 
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imply the values of cooperation and damages of competition in leader-member 
interactions. In competitive context, leaders and members distrust each other, hide 
their feelings, and fail to share information and ideas (Argyris, 1970; Tjosvold & 
Johnson, 1989). But in cooperation, they share ideas and resources, encourage and 
assist each other, improve performance, and regard each other as effective and 
powerful (Tjosvold, Hui & Law, 1998; Tjosvold & Johnson, 1989). Results in this 
study verify our hypotheses regarding the effects of leader-member conflict. We find 
that cooperative conflict between leaders and employees promotes task performance 
and leader effectiveness whereas competitive conflict frustrates them. 
In cooperative conflict, leaders and employees view conflict as a common problem 
and try to figure out a mutual beneficial solution. With a cooperative attitude, they 
trust each other and discuss different opinions open-mindedly. Then various ideas are 
integrated into the most feasible solution, in tum promoting performance. In this case, 
everyone makes a contribution in the process and feels satisfied with the result. 
Employees then regard their leaders as effective. 
Whereas in competitive conflict, leaders and employees consider conflict as a win-
lose fight. Leaders demand employees to agree with their own opinions to show 
superiority, while employees are inclined to disturb leaders' plans covertly even if 
they obey leaders on the surface. With a competitive attitude, leaders and employees 
distrust each other and are closed-minded to others' opinions. Instead of working 
together for common interests, people compete against each other and interfere with 
others' job. Tasks are disrupted. Employees also regard their leaders as ineffective. 
Our correlation analysis and path coefficient fully.support that cooperative conflict 
promotes task performance (r=.84, p<.01; B = .71, p < .001) and leader effectiveness 
(r=.84, p<.01; B = .81, p < .001). Most of our results support our hypotheses that 
competitive conflict undermines task performance and leader effectiveness, with 
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correlation coefficients of -.68 (p<.01) and -.65 (p<0.01), and with path coefficients 
of -.24 (p<0.05) and -.11 (ns). 
The path estimate from competitive conflict to leader effectiveness was not 
significant (3 =-.11, ns). Additionally, findings above imply that cooperative conflict 
has a greater influence on the outcomes than competitive conflict. Possible 
explanation for smaller and insignificant coefficients from competitive conflict to 
outcomes involves Chinese cultural values on authority and hierarchy. In China, 
employees often assume that their leaders tend to dominate. Chinese, expecting their 
leaders to take a competitive approach to disagreement, still complete tasks 
responsibly and regard their leaders as effective even in competitive conflict. In the 
interviews, we found that some employees have low expectations of their leaders and 
stereotyped them as dominating. The relatively small sample size (n=l 12) might also 
explain the insignificance of path from competitive conflict to leader effectiveness. 
However, the coefficients were all negative and 3 of 4 reached significant level. 
Transformational leadership as antecedent of conflict approaches 
To fill in the existing research gaps, one of our purposes in this study is to 
identify the antecedents of conflict management approaches. Cases reported suggest 
that leaders and employees take a cooperative attitude toward conflict when leaders 
employ transformational values and skills. The statistical results also support our 
theorizing that transformational leadership is an important predictor of conflict 
management approaches. Specifically, the results demonstrate that transformational 
leadership promotes cooperative conflict and undermines competitive conflict, with 
the correlation coefficients of .83(p<.Ol) and -.69 (p<.01) respectively, and with the 
path estimates of .93 (p<.001) and-.84 (p<.001) respectively. 
By linking transformational leadership with conflict management approaches, the 
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findings contribute to the limited research on the antecedents of cooperative conflict 
(Chen & Tjosvold, 2008). Previous studies have indicated the benefits of cooperative 
conflict and have identified cooperative goals as the determinant of cooperative 
conflict (Deutsch, 1990). But as mentioned earlier, cooperative goals actually do not 
generate cooperative conflict automatically. Besides cooperative goals, open 
discussion is also necessary for building cooperative conflict. Moreover, there is lack 
of research answering what leads to cooperative goals (Tjosvold, 1998). Therefore, it 
is theoretically and practically significant to understand the antecedents of 
cooperative conflict. 
Leaders and employees can be inclined to compete with each other in conflict. As 
they belong to different hierarchies, leaders and employees often have opposing 
views and contradictory interests. Due to power inequality, employees may hide 
genuine information or feelings, and even behave against supervisors covertly; 
leaders are tempted to show superiority and control over subordinates (Tjosvold & 
Johnson, 1989). In summary, it can be quite difficult for leaders and employees to 
deal with conflict cooperatively. 
Our findings, however, have pointed out the critical role of leaders in dealing with 
conflict and have provided a practical guide for conflict resolution between leaders 
and subordinates. More particularly, the results support that transformational leaders 
facilitate conflict resolution through fostering cooperative conflict and limiting 
competitive conflict (Zhang, Qin & Tjosvold, 2011). Transformational leaders can 
build cooperative conflict through developing cooperative goals and open-minded 
discussion among members. By articulating the vision and setting the common goal, 
such leaders link their goals with those of employees' and inspire group members to 
work for the collective interests. In addition, they motivate all members to discuss 
different opinions open-mindedly by emphasizing communication and intellectual 
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stimulation (Goethals, Sorenson & Burns, 2004). When leaders and employees are 
confronted with conflicting situations ( e.g., different viewpoints, contradictory 
schedule), they still regard their interests as positively related and try to find a 
win-win solution with an open-minded attitude. Therefore, transformational 
leadership is a vital determinant of cooperative conflict. 
The mediating role of conflict approaches 
Previous studies have investigated the mechanisms through which 
transformational leaders affect outcomes ( e.g., identification, LMX). This study, 
however, has provided conflict approach as a new perspective explaining why such 
leaders are effective. That is, transformational leadership promotes task performance 
and leader effectiveness through inducing cooperative conflict and reducing 
competitive conflict. The results of mediating effects test highly support our 
theorizing that conflict approach is a crucial mechanism through which the leaders 
have their impact. 
Our findings add to both conflict and leadership study by identifying conflict 
approaches as the leader-member interaction explaining how transformational leaders 
exert influence. There are several calls for revealing the mutual interactions between 
leaders and employees (Wang et al., 2005). Much of the prior leadership literature 
takes the relatively leader-focused perspective to explain outcomes by identifying 
leader's traits and behaviors (Lord & Brown, 2004). Because leaders are often salient 
and provide highly accessible explanations for many events, attempts to understand 
outcomes often focus on the qualities of leaders. These one-side views neglect the 
aspects of employees. Leaders may indeed be understood in terms of traits or 
behavioral styles, but leadership is a social process that involves both the leader and 
the employees. Although great advances have been made in terms of understanding 
the leader component of leadership, much less has been done to understand 
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employees and mechanisms that link leaders and employees. Thus, our findings 
contribute to leadership study by advancing the two-directional mechanism to 
explain how transformational leaders affect outcomes. 
In addition, our study suggests that approaching conflict is a crucial mechanism 
that differentiates effective from ineffective leaders. We can examine the 
effectiveness of leaders through testing how they handle difficult situations, conflict 
for instance. Admittedly, processes such as identification help understand how 
leaders affect outcomes. However, could leaders who perform well in benign 
situations still be effective in intractable circumstances? Both good and poor leaders 
may be capable in beneficial atmosphere, but they may perform distinctively in 
harsher circumstances. Just as adversity reveals virtue, the conflict management may 
test a leader more efficiently. Thus, we advance a new perspective for future 
leadership study. 
Practical Implications 
Results, if continued to be replicated, have significant practical implications. 
Conflict is an everyday event in the organizations. Our findings reaffirm that 
cooperative conflict is constructive while competitive conflict destructive. Therefore, 
whether people handle conflict effectively determines the success or failure of the 
organizations to a large extent. Our results also illustrate the vital role of 
transformational leaders in building effective conflict management between 
supervisors and employees. These findings present a practical guide for leaders, 
employees as well as organizations. 
Practical implications of cooperative conflict 
Conflict is widespread in the organizations. Traditional views assumed that 
conflict is destructive and people should avoid conflict as much as possible. But our 
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findings demonstrate that both leaders and employees can benefit from conflict in 
terms of performance and effectiveness when cooperative conflict is developed 
between them. 
Leaders and employees need make joint efforts to foster cooperative conflict. 
Leaders should take the responsibility of developing conflict management, as they 
affect employees' attitudes and behaviors, impact the interactions of members, and 
determine the outcomes of the organizations fundamentally. The capability of 
managing conflict may demonstrate the effectiveness of a leader. Meanwhile, 
employees should also contribute to conflict management since their attitudes and 
behaviors largely influence the dynamics and outcomes of conflict. It is not one side 
but both parties that determine the interactions and consequences of conflict as well 
as other events in the organization. Leaders and employees depend on each other to 
complete tasks and organizational goals. They also need to coordinate with each 
other to build cooperative conflict. 
To develop cooperative conflict in the organization, both leaders and employees 
need to learn and practice the skills of cooperation (Tjosvold, 1993). For instance, 
they should be attentive to the other party's needs and requirements. When they are 
confronted with conflict, both leaders and employees can then advance a plan 
catering to the needs of the other as well as their own. They can also learn to actively 
seek mutual-beneficial goals to nurture a cooperative working environment. With 
proper skills of cooperation, members are more likely to consider conflict as a 
common problem and take a cooperative approach to conflict. 
Additionally, leaders and employees should also encourage each other to 
participate in the open-minded discussion of different ideas. To develop open-minded 
atmosphere, they can learn to show their own open-mindedness and express trust and 
respect in others first. When leaders and employees have different opinions, they can 
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express their own ideas open-mindedly and politely. When someone is expressing his 
or her viewpoints, the other side should listen carefully. The speaker should also be 
open-minded to others' feedback and consider the suggestions or even disagreements 
fully. In the interactions described above, leaders and employees have successfully 
discussed conflict open-mindedly and cooperatively. 
To summarize, conflict, if handled properly, can be beneficial to people and 
organizations. It is both leaders and employees who build cooperative conflict. By 
learning and practicing the skills of cooperation and open-mindedness, leaders and 
employees can successfully develop cooperative conflict in the organizations. 
Practical implications of transformational leadership 
Due to power inequality, it is difficult to foster cooperative conflict between 
leaders and employees. However, our :findings illustrate that transformational leaders 
promote cooperative conflict while reducing competitive conflict. The :findings 
demonstrate the significant role of transformational leadership in conflict 
management by recognizing it as an antecedent of cooperative conflict. In addition, 
fruits of transformational leadership study have provided a practical guide for leaders. 
Leaders need to learn transformational values and skills to facilitate effective conflict 
management in the organizations. 
Leaders can make use of transformational values and skills to develop cooperative 
goal interdependence between them and employees. For instance, they can learn to 
articulate an attractive vision, inspire and uplift subordinates, and motivate all 
members to work for the collective interests. In this case, leaders link their goals with 
those of employees'. When leaders and employees are encountered with conflict, 
both sides consider conflict as their common problem rather than win-lose fight. 
Then they will cooperate with each other and integrate various opinions to arrive at a 
solution good for all. 
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Leaders can adopt the transformational values and skills of intellectual stimulation 
and emphasizing communication to build the atmosphere of open-minded discussion. 
In this democratic context, employees are willing to express their own feelings and 
different ideas; leaders also get involved in this enlightening discussion with 
subordinates. During the discussion, previous plans are reconsidered and different 
opinions are exchanged. As a result, both parties combine various perspectives and 
reach a win-win solution. 
Implications for Chinese organizations 
According to traditional views, Chinese people obey authority and emphasize 
harmony, and are not accustomed to discussing differences openly, especially with 
leaders. However, our results indicate that leaders and employees in China can also 
discuss conflict openly and even benefit from conflict. Our study also affirms the 
effectiveness of transformational leaders in Chinese context. It further suggests that 
transformational leaders can successfully handle conflict in the organizations, in turn 
promoting performance and effectiveness. 
Limitations 
Our research has several limitations. The relatively small sample of 112 
interviewees limits the validation and generalization of the findings. Although critical 
incident technique is proved appropriate and useful to explore problems in this study, 
the operations make it difficult to collect a wider sample. Moreover, we just collected 
data from the city Shenzhen. Then the sample may not well represent mainland 
China as a whole. 
The data are self-reported and subject to biases, although previous studies have 
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shown that self-reported data are not as limited as expected (Balzer & Sulsky, 1992;). 
Collected data are cross-sectional and do not provide direct evidence of causal links 
between transformational leadership, conflict approaches and outcomes. As the data 
are only from employees, it may suffer from common method variance. But the 
results of Barman's one factor analysis suggest that it does not pose a serious threat 
to interpreting the findings. Moreover, critical incident interview is an appropriate 
method to explore the causes, dynamics and outcomes of incidents, compensating in 
part for its limitations. 
The scales we used are developed from Western studies. Although the scales have 
been used tested in China, some researchers may still doubt the viability of applying 
scales developed in the West to China as Chinese people's perceptions and 
understandings of certain issues may be different and are likely to induce different 
outcomes (Helms, 1992; Hofstede, 1993 ). However, the results of scale validation 
and findings consistent with hypotheses suggest that the scales are also appropriate 
for Chinese people. 
Possible Future Research 
This study highlights the following future possible research directions. First, as our 
findings imply leadership is an important predictor of conflict approaches, future 
work can further investigate the role ofleaders in conflict management. For instance, 
we can explore how other leadership styles ( e.g., __ authoritative leadership) affects 
conflict approaches and thus consequences. 
Also, we can test whether conflict approach is a mechanism that effectively 
differentiates effective from ineffective leaders. This study suggests that conflict 
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management is a useful process explaining how leaders affect employees and 
organizations. To further verify our argument, we may compare the effects of 
different leadership styles on conflict approaches and outcomes. 
Finally, it would be useful to provide direct verification of the dynamics of 
transformational leadership, conflict management approaches and outcomes. We can 
test current findings with future study of more systematic data collection, such as 
using a wider sample or multi-source data. Experimental study would be appropriate 
for developing evidence to support causal relationships among transformational 
leadership, conflict management, and outcomes. 
Conclusion 
Conflict has been studied for several decades by various social scientists. But 
research is still limited on how leaders and employees handle conflict appropriately. 
This study examines the dynamics and effects of leader-member conflict in China. It 
also identifies the role of transformational leaders in managing conflict effectively 
and thus in improving organizations. Our findings present a theoretical as well as 
practical guide for future directions. 
We investigate the interactions and effects of different conflict management 
approaches between leaders and employees. It gives implications for managers and 
employees on how to make good use of conflict. Due to power inequality, 
leader-member conflict often ends with a one-sided decision and induces various 
damages. As our findings suggest, leaders and employees can benefit from 
cooperative conflict. Conflict generates higher performance and leader effectiveness 
when protagonists consider conflict as a mutual problem and manage to find a 
win-win solution. 
By linking literature of conflict management and leadership, we have recognized 
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transformational leadership as an important predictor of cooperative conflict. Our 
results not only demonstrate the role of leaders in managing conflict, but also provide 
transformational leadership as a practical model for leaders to follow. 
Finally, the results suggest that conflict management approaches can be an 
important mechanism examining how leaders affect outcomes. Conflict is inevitable 
and leaders spend a substantial portion of time in managing conflict (Watson & 
Hoffman, 1996). This study provided evidence that the capability of managing 
conflict is a useful indicator examining the effectiveness of leaders. 
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APPENDIX I 
• Lingnan filt it*~ 
Department of Mart.l~Jey;te r S i t Y 
Contact: Ms Guo Yang, Cathy 
Tel: 2616-8308 Email: yangguo@ln.edu.hk 
Leader and Member Interaction in China 
Interviewee: 
----------
Position:-----------
Organization:. ___ _ 
Years at organization: __ _ 
Gender___ Age___ Education Level __ _ 
What industry does your firm belong to? ______ _ 
A. We are stndying how people deal with and manage their differences in the 
workplace. We want you to recall and describe a concrete example when you and 
your supervisor had differences with each other. These differences may have been 
about opposing opinions, ideas, interests, or other matters. The sitnation may have 
been generally handled successfully or unsuccessfully. 
B. Describe what led to the sitnation, with whom you were working, what happened, 
and how all of you reacted. 
C. What were your objectives in this interaction? (Record Verbatim) 
What were your supervisor's objectives in this interaction? (Record Verbatim) 
[Scales] 
The following questions ask you how your supervisor behaved in the incident? 
Transformational Leadership 
1. In this incident, the supervisor pointed out my directions clearly 
Little 1 2 3 4 5 A Great Deal 
2. In this incident, the supervisor provided an appropriate model for me to follow. 
Little 1 2 3 4 5 A Great Deal 
3. In this incident, the supervisor facilitated the acceptance of the same goals for all 
related employees. 
. Little 1 2 3 4 5 A Great Deal 
4. In this incident, the supervisor showed that he or she expected a lot from me. 
Little 1 2 3 4 5 A Great Deal 
5. In this incident, the supervisor showed respect for our personal feeling. 
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Little I 2 3 4 5 A Great Deal 
6. In this incident, the supervisor coached me or explained my questions with 
patience. 
Little 1 2 3 4 5 A Great Deal 
7. In this incident, the supervisor helped me to develop my strengths. 
Little I 2 3 4 5 A Great Deal 
8. In this incident, the supervisor considered our feelings before acting. 
Little 1 2 3 4 5 A Great Deal 
9. In this incident, the supervisor challenged us to think about old problems in new 
ways. 
Little 1 2 3 4 5 A Great Deal 
10. In this incident, the supervisor asked questions that prompted us to think about 
the way we do things. 
Little 1 2 3 4 5 A Great Deal 
11. In this incident, the supervisor stimulated me to rethink the way I do things. 
Little 1 2 3 4 5 A Great Deal 
12. In this incident, the supervisor had ideas that challenged me to reexamine some 
of basic assumptions about our work. 
Little 1 2 3 4 5 A Great Deal 
The following questions ask you how you and your supervisor discussed issues in this 
incident. 
Cooperative conflict 
13. In this incident, the supervisor and I sought a solution that would be good for all 
ofus. 
Little 1 2 3 4 5 A Great Deal 
14. In this incident, the supervisor and I worked so that to the extent possible we both 
got what we really wanted. 
Little 1 2 3 4 5 A Great Deal 
15. In this incident, the supervisor and I combined the best of our ideas to make an 
effective decision. 
Little 1 2 3 4 5 A Great Deal 
Competitive conflict 
16. In this incident, the supervisor and I demanded that the other agree to our own 
position. 
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Little 1 2 3 4 5 A Great Deal 
17. In this incident, the supervisor and I wanted the other to make concessions but 
did not want to make concessions ourselves. 
Little 1 2 3 4 5 A Great Deal 
18. In this incident, the supervisor and I overstated our own position to get its way. 
Little 1 2 3 4 5 A Great Deal 
These questions ask you about the effects after the incident was completed. 
(1) Specify the effects of this interaction on you: 
(2) Specify the effects of this interaction on the organization: 
Task Performance 
19. How much did you and your supervisor make progress on the task because of this 
interaction? 
Little 1 2 3 4 5 A Great Deal 
20. How efficiently did you and your supervisor accomplish the task? 
Little 1 2 3 4 5 A Great Deal 
21. How effectively did you and your supervisor work on the task? 
Little 1 2 3 4 5 A Great Deal 
Leader Effectiveness 
22. To what extent did this incident help you believe your supervisor perform his or 
her supervisor roles appropriately? 
Little 1 2 3 4 5 A Great Deal 
23. To what extent did this incident help you believe your supervisor exercises his or 
her responsibilities well as a supervisor? 
Little 1 2 3 4 5 A Great Deal 
24. To what extent did this incident help you satisfied with your supervisor's overall 
effectiveness as a supervisor? 
Little 1 2 3 4 5 A Great Deal 
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